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Building your business case – a practical pathway
Stage 2, Step 3: Anticipate Challenges
A tool to help you spot potential flaws in your business case and be ready with your answer to questions and challenges.
Time needed: About 25 minutes. If you are under deadline pressure, Exercise B alone (below) can take just five minutes and still catches the most common potential challenges.
What this tool is for: Run this after drafting Stage 2: Case on a Page. The pre-mortem analysis helps you to imagine that the case has already failed, ask why, and uncover predictable problems while they are still cheap to fix.
What it produces: A strengthened case, plus prepared answers to the questions and challenges most likely to come up, so that when you are presenting your case, nothing in the room takes you by surprise.
Where it leads. Straight into Stage 2, Step 4: Make the Ask. You will go into that conversation already knowing your weakest point and your answer to it.
How to use this tool: This exercise is best completed at least a few days before you make the ask, while there is still time to act on what you find.

Why this works
Reviews of successful internal investment cases keep finding the same three factors behind their success: the cost of doing nothing is quantified, the benefits are stated conservatively, and the most likely objection is addressed before anyone raises it. This checklist builds all three into your case.



Exercise A: The pre-mortem analysis (15 minutes)
Imagine it is six months from now. And imagine that your case was declined, or that it was approved in principle, but then nothing changed. Write the story of what went wrong. Answer quickly and honestly:
	Scenario
	Your answer

	It failed because the wrong person heard it first. Who should have been warmed up with an opening conversation, but was not?
	Write or dictate your answer here

	It failed because one number did not survive scrutiny. Which of my figures is most fragile?
	Write or dictate your answer here

	It failed because it asked for too much, too soon. What is the smaller version of my idea that I could have started with?
	Write or dictate your answer here

	It failed because it solved my problem, not the organisation’s or the decision-maker’s. Whose priority does my case genuinely serve, in their terms?
	Write or dictate your answer here

	It failed because the timing was wrong. What else is competing for funding and attention right now?
	Write or dictate your answer here

	It was approved, then nothing changed. What would have made the results visible and undeniable?
	Write or dictate your answer here



Exercise B: The three-factor checklist
If you are very short of time or need to produce your case to a very tight deadline, you can complete just this step and it should still uncover any major challenges that may come your way. 
Work through these three common factors in most approved cases, and check that you can answer the questions with confidence. 
	Common factors in approved cases
	Your check
	Done?

	The cost of doing nothing is clearly stated.
	Can I say, in one sentence, what doing nothing costs per year, using Stage 2: Price the Problem and numbers a sceptic would accept?
	Yes/No

	The anticipated benefits and numbers are conservative.
	Have I deliberately understated the benefits? Would I be comfortable if someone halved my numbers in the meeting? If halving the numbers ruins the case, the case is not ready.
	Yes/No

	The top objection is addressed first.
	Do I know the single most likely objection I expect to hear, and does my case answer it before anyone has to say it out loud?
	Yes/No





Exercise C: Preparing your answers to objections
List the objections you expect, who is most likely to raise each one, and your honest answer. An honest answer sometimes concedes the point and offers a safeguard; that lands better than a deflection.
Add as many rows to this table as you need to, to deal with as many objections as you have anticipated above.
	Questions
	Your answers

	Likely challenge
	Write or dictate your answer here, with evidence

	Who is the challenge probably from?
	Write or dictate your answer here, with evidence

	How would I answer that challenge?
	Write or dictate your answer here, with evidence

	Likely challenge
	Write or dictate your answer here, with evidence

	Who is the challenge probably from?
	Write or dictate your answer here, with evidence

	How would I answer that challenge?
	Write or dictate your answer here, with evidence




The most common objections that are almost always raised
1. “People don’t have time.” Agree, and show how the design respects that: make sure your plans are efficient, and can happen in the flow of work, with manager support. Time pressure is an argument for better capability, not against it.
1. “There’s no budget.” Return to the cost of inaction. The money is already being spent; it might currently be funding errors, rework, and staff turnover. Then, show your smaller starting option – for example, a pilot or trial of your approach within a single team or department.
1. “We tried something like this before.” Ask what happened, genuinely, and listen to their answer without prejudice. Then, explain what is different this time, ideally referring to something the sponsor themselves may have suggested in your groundwork conversations.
1. “How will we know it worked?” Point to the suggested measures on your Case on a Page, and confirm the check-in dates you will report against. You are actively asking to be held to account, reinforcing your credibility and your commitment to the plan.
1. “Why now?” Connect your case to what the organisation is already watching, using your words from Stage 1, Step 3: Open the Conversation.

Using this tool in different situations
	A platform or technology purchase.
	Fragile numbers and missing allies are usually the areas where business cases fall down. Expect scrutiny on licence costs, adoption assumptions, and overlap with existing systems. Rehearse the IT and procurement objections with those people before the meeting, not in it.

	A single project or programme, such as compliance training.
	Do not fall into the trap of feeling complacent, or that approval is certain. Return to Stage 1: Pre-Mortem Analysis and reconsider the final question: “My case was approved and nothing changed”. Design what the visible results of your plan should be, now, before you make the ask.

	Next year's learning budget.
	The possible traps are timing and competing priorities. Run Stage 1: Pre-Mortem Analysis twice: 
· Once two quarters before budget season.
· Once just before submission.
For a full business case and budget, it is important to repeat the exercise in this way, because priorities and challenges can change over the time that it takes to get from an initial business case to final decisions.



Where to go next: You should now have your Case on a page, completed, with any potential challenges considered and your answers prepared. Move to Stage 2, Step 4: Make the Ask, for guidance on presenting your case and asking for investment.
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